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Executive Summary

In August 2018, the Board @fustees at théJnitarian Universalist Congregation at Montclair
(UUCM)oted to initiate the process of developing, and subsequentlylementing a Srategic
Panfor the periodbeginningJuly 2020hroughJune 2024. The UUCM Strategic Plan Task
Force(SPTRyas established ttead the strategic planning process

TheStrategic Plah A Y& (2 | Fiderkithahd prdvitlegh@ ongregatiorwith priorities
for the future and pathways to achieve those prioritiss a forwardlooking document
collatoratively createdo foster mindful action, provide structure for our programs, and set
priorities for the budgetingrocess, staffinglecisionstechnology acquisition, and facilities
improvements

The Strategic Plan @@mprised of 3 key components:

1. ACmgregational Mission Statement
2. TheCongregational Vision Statement
3. | | | aGodls & Objectives

TheStrategic Plan imtended to function as playbookto help theBoard, Staff, Council on
Ministries and Congregation at largehieve the congregationdisson andlive intothe
congregationaVision.The Goals & Objectives section of this plaeginning orpage B, was
createdto establish priorities for strategiaction within the 4year plan implementation periad
These Goals & Objectivase organizedaccording to the seveMinistry Areas, also known as
the congregational pilles of UUCM congregational life

9 Care and Connection 1 Service and Justice
1 FamilyMinistries 1  Stewardship

1 Governance i Welcome and

1  Worship and Celebration Engagement

The SPTF drovhe Strategic Planning process, witlatt SilvermanLauraWilson,and Nancy
Franklin, leading the way. In addition, the Council on Ministiies$ Boarcf Trusteesvorked
in tandem with the SPTF to move the Strategic Planning process forward.



StrategicPlan Task Force Expanded Team

Service

Gl & F.am"y Governance & Stewardship
Connection Ministry :
Justice

Welcome & Worship &
Engagement Celebration

Goals and Abby Kessle Larissa Laura Nick Dennis Dottie Dan Silver
Actions Team y Brookes| Wilson Lewis Kurti Hiebing
e Elaine Gibsol Peter Susan Brian Chris Lauren Michael
Arian Raufer Crooks| Corbett Carlton Hetrick
(ol6V[plefINe]gl Nina Cooke| John Sarah . : . .
Ministries John Wodnick Scalet Dan Silver| Hal Strelnick| David Lewis

Note: In addition to relying on the expertise and talents of trengregation, UUCM hired a Consultaark Bernsteinto provide
additional guidance.

Thecontentdocumented in the UUCM Strategic Plan represemany hoursof work,
contributedover a period of 31 months. The Strategic Planning process was designed to be
highly collaborative, very inclusive, forwalabking, and structurea@round atimeline that
includeda series of meetings and interactive opportunities.\ AdCMmoves through the next
fouryears as a congregation, the Strategic Rldhserve as aoadmap to bringhe

O 2 y 3 NB bsii chetishédldalues and intentions to fruition.




Introduction

On August 28, 2018, the Unitarian Universalist Congregatt Montclair (UUCMPBoard of
Trustees issued the Official Charge of the Strategic Planning Task Force (SPTF). This charge
definedii KS { ( NJ S 3 Aadd faochislofyh@ Aask Bdedel J2 & S

The purpose of the Strategic Planning Task Force is to:
1 Developand Failitate a process to determine the future of the Unitarian Universalist

Congregation at Montclair.

1 Present a Strategic Plan to the Congregation which includesngregational Mission,
a congregational Vision, and goals and action steps for efitte six ministry areas
and governance.

The Strategic Planning Task Force envisions:
1 An inspirational and memorable Mission for UUCM that conveys a powerful message

with clarity.

1 An inspirational and meaningful and Vision for UUCM that conveysspinaéions in
language that encourages real and specific action.

1 A Strategic Planning press that involves the whole of the congregation in ways that
encourage ownership of the Strategic Plan.

1 An unambiguous Strategic Plan that will enable the Boasadf,%ind Council on
Ministries to achieve the congregational Mission and seek the congoegatVision by
following the action steps.

Ministry Areas A

'

Service &
Justice

Care &
Connection

Welcome &
Engagement

»

_Finance

SJCoalition
UU Faith Action
Den?mgr?;uona\
[ ]

Building and
Grounds

Harvest the
Power
n

Mantle of

Giving

Figure 1: The 7 UUCM Ministry Areas



Background &listory

The Unity Church of Montclair, which became the Unitariaivehsalist Congregation at
Montclair, was officially established on October 6, 1897, when 34 people gathered to hear a
reading of the newly created Constitution and-Bws.

On September 20, 1898he congregants installed Reverend Arthur Hastings Granha first
settled ministeredof UUCM

The UUCM building, located at 67 Church Street in Montclair, NJ, was dedicated in 1905. Since

that time, the congregation has grown to more than 4p8ople; facecand overcome

numerous challenges, including a fireli919 that gutted the sanctuarprovided lectures and

other intellectual opportunities to the community at largest members in combat on the

front lines of international warsand beenled by a total of nine settled ministers, including the

current Saior CeMinisters, Anya Sammlévlichael and Scott Sammiddichael.

¢CNHzS (G2 AdGa SINIe& YAaairzy I aliberRlgibfeducatiant A 6 S NI
for their children, UM welcomediberal though-leaders anduminaries of the early 20

century to lecture on topics, such as race relations, immigration, birth control, food sanitation
concernsand labor movements. These lectures were opanyone who wanted to attend

For example, between 1910 and 1928.E.B. Dubois, PhD; Booke¥Wlashington; Jacob Riis;

. SNINIYYR wdzaaSttT YR GKS t NBaAaARSyldu 2F GKS bl
Reverend Anna Howard Shavame to speak and engage with the congregatiod the larger

community.

¢KS O2yaANB3II A2y Qledutafion ahiiniverSay socialijustiddasinotBaNdd

Just as those who gathered in 1897 were seetangiprove themselves as individuals, help

2yS FTY20KSNE yR YI 1S (KGSGMcenhEgantslcontoiinihdtNI LI | O
tradition, more than a century later

=

The inherent worth and dignity of every person

Justice, equity, and compassion in human relations

3. Acceptance obne another and encouragement to spiritual growth in ou
congregations

A free and responsible search for trutind meaning

The right of conscience and the use of the democratic process within qur
congregations and in society at large

The goal of world commnity with peace, liberty, and justice for all
7. Respect for the interdependent web of all existence of which aee a

N

ok

»

Figure 2:The7 Principles of Unitarian Universalism



In June2016,the UUCMembarked on a search for a new Ministes theend ofthe Interim

MinisterQa ( Sy dzNhBring/ttsdimse,Eh& congregatiorhad a unique opportunityo

reflect onits identity and aspirations for the future &fUCM as a faithhased institutionn the
21stcentury. ¢ KS AyaduAddziaAzyQa ARSy(GAGe A& 3INRBdzyRSR A
Universalism (see Figure 2).

As part of that reflecting procesa,survey was fielded to theongregationwhich asked

congregants to consider the following:2 K& | NX TopresgoisesSdcudsed on

community, spiritual growthfellowship,religious educationintellectual stimulation, and

commitment to the Seven Praiples of Unitarian Universalis(Rigure2). This process of soul

searching set the foundation for nextstgps 6 KA OK S@SyddzZ ffe& fSR (2 GK
move forward wih the Strategic Plan.

The purpose ofreatingthe UUCM Strategic Plavasto develop and facilitate a process help
the congregation align itactivities with its values and aspiratignghile achieving its shorand
longterm goals. The Strategic Plan includes a Mission statement, a Vesaaament and a
Goals & Actions seoih which includes an overarching goal, specific objectives, anélative
actions for each athe seven ministry area$igure 1).

a{ AyOS wSg@od {024
meetings with leaders, months befol
we officially began our calling, we
heard articulatedclearlyand
resolutely, that strategy, focus, and
deliberate action were in order,
shouldUUCM be able to achieve the
goals its members held for their
0St20SR 0O2YYdzy A
Reverend Anya Sammldvlichael

After an intensive search procesbetnew CeMinisters, Reverend Anya SammbMichael and
Reverend Scott Sammidtichael were installed in April 2019, after being called to lead the
congeegation starting irAugust 2017With the new CeMinisters at the helmand a charge
from the Board of Trusteeshe Strategic Planning Task Fof8@THprmallyinitiated the
SrategicPlanningprocess starting witha kickoff Town Hall Meeting in Octob2018 Though
all went well with the planning process, in March 2020, the C&¥Ipandemic forced UUCM
to temporarily pivot to ahlvirtual operations, worship services, and interactiafisny kind.
Despite challenges and hardships in the commurtiity strategic plan approval process went
forward in an online setting.



Strategic Planningrocess

From beginning to end, the Strategic Planning process took@tths and if that process
0S RSAONAROGSR gA0GK 2yS Gg2NRZ

O2dzA R 2yt &

d could not have fathomed thate would
begin Aunching our Strategic Plan while
grapplingwith a historicpandemic. During
the strategic planning process, one of the
things we were asked to do was imagine ou
Congregation if money was not an issue.
rememberdescribing a vision ofWCM having
a lotmore "virtual" worship and other
ministry in order to build a wider
community. | never thought it would happen
so soon."

Peter Arian,UUCM Board, Trusteat-Large

The SPTF envisioned a planning process that would inétbleevhole of the congregation in

ways that encourage ownership of the Strategic Flan.

The kcckoff Town Halimeeting onOctober 28, 2018yas well publicizedsettingthe tone for
the entire processTheSPTRised multiple methods teommunicate with thecongregation

GKFEG o

throughout the process, including town hall meetings, interactive workshoptewrand email
input from manbersandinformal conversations.

Even before the first Town Hall Meeting, harolpy bulletins placed around the building and e

blasts exhorted congregants to ruminate on the questior:: K2 | NB ¢S I &and

wherel N ¢S 3JI2Ay3IKE

Oz2y 3l

When the SPTiRtroduced the congregation to the concept of the Strategic Plan at the first

Town Hall meeting on October 28, Z)1aura Wilsorand Matt Silverman provideeveryone
with markers postits, and flipchartsrepresenting each of the seven ministry ar€¢ggure 1).

Attendees were given free rein to write down their hopes for anything they wanted to address
within the seven respective ministries.

The first Town Hall meeting was analit success that garneregsponses from more than 35
attendees. ThecodgB A A2y Qa4 WgAaK ftAadQ ¢la f2y3od t S2L

justice outreach, more protests, a facilities overhaul, more interfaith alliances, improved
finances, more worship time, and a foaus growing the congregation, particularly with

younger families.



G¢KS { NI OGS3IAO tf
for the Board of Trustedor my entire
tenure as President. It is particularly
gratifying to see it come to fruition
through a process that was so inclusiy
of a broad spectrum of the
congregatione

Sue Raufer, UUCM Board of Trustees
President

As the process continued andettStrategic Plan evolved, ti@&oals and Actionseam
continuallysought more input from more congregants, while also working and reworking
content in order toaddress concerns or disputes about specifidgpaf the plan. In addition, at
key junctures, the congregation voted on the Mission statement and the Vision statement,
which together served as a foundation for the individual Goals and Objectives assoweit
the seven ministrareas.

A commitmentto disciplined implementationf the Strategic Plawas made by the

D2@JSNY I yOS YAYyAadNEB® ! & &dzOIKeintdits rhissionkahddvisian2 NJY | §
by ensuringa strong organizational infrastrture, implementing the Strategic Plan, and

devdoping tools and processes to monitor the effectiveness of the congregational ministries.

Figure 3: Chronology of Major Events

August 2018 Board votes to initiate Strategic Planning Process

October2018 | 1stTown Halt Strategic Planning Introduction

May 2019 2"d Town Halk Mission Statement and Goals Workshop

May 2019 Vision Workshop

June 2019 Congregation votes to approve new UUCM Mission Statement
September 34 Town Halk Vision Statement

2019

October 2019 | Congregation votes to approvew UUCM Vision Statement

March 2020 4" Town Halt Ministry Area Goal/Objective review




o T GLQ@BS 0SSy Ay J2ingaboher?
ik - organizations andisually the plan is mostly
created by leadership with little input from
members.They also tend to be very general in
nature with no specific actions and timelines
created. Because of thijghe plans usually end
upin a draver somewhere and never
implemented. This plan is differentit truly
ALINAY3IEA FTNRY (GKS [ 2y:
ideas coming from alllt is also specific as to
goals and objectives and timing. & Q& |
0f dZSLINAY G F2NJ 2dzNJ ¥ dz

Christopher Corbett,
Board Liaison

G¢KSNBE o4l a | aSyasS
peofde worked in small groups, focusing on
the areas of ministry to which they were
O2YYAUOGSRDE

Laura WilsonSPTF Lead, Governance
Comments on the ® Town Hall Meeting,
May 2019

Creating NeviMissionand VisiorStatemens

Prior to kickoff UUCM had a mission statement for many years; howevbegnihe Strategic
Planningprocess startedt was alreadydecades old anth need of a refreshThe Mission
statement was informed by the extended period of gelfiection that the congregation
undertook starting in 2015. Using that as a foundation, work on formalizing andziingpé
revised Misgn statementfor UUCMconcludedin June 2019

UUCM Preious Mission Statement

G{SSTAY3I GNIYaATF2NNXI GA2Y AYy 2dzNJ KSI N




The newMissionwas created with the goal of definirayr identity, specifically who we are as a
congregationFrom the start, the goal was to create mspirational and meaningfiMissian
statement that cmveys gpowerful message with clarity and brevifihis Mission statement
defines who we are, why we exist now, and how we are called to be with one arethgr
covenant.

Under the direction of SPTF lead, Laura Wilson, a Mission and Vision teamno&licble
Gray, Jason Luther, Melissa Mintz, and Jon Wodnick, took on the task of drafting copy for the
Mission and Vision statements.

UUCM New Mission Statement
& D NP dzy fRith, we come together to nurture the soul, inspire hope and b
AyG2 o6SAy3a | Y2NB 2dzad FyR f20Ay3

The Mission and Vision statements are the foundation for the Strategic Plan. Together, these
statements define who ware now and what we ant to become in the future. These
adF3dSYSyida LINPOGARS GKS FNIYSe2N] F2N GKS { 4N
In contrast, the Vision statementsomething completely new for UUGCMs a statement of

longterm transfomation resulting fron2 dzNJ O2 Yy ANB I G A2y Qa YAY A aldNR Sz
inspirational and aspirational, but it is also achievable.

UUCM Vision Statement
We envision a growing, courageous, diverse, and inclusivelfagéd
community, dedicated to creating a sacrguhce for lifelong spiritual and
intellectual growth. We commit to building and sustaining a loving and safe
congregatioml community for ourselves and generations to come.

Our congregation promotes personal and mutual developmerw and for
future generations.

With generous financial stewardship we will care for our facilities and staff ar
ensure a welcoming space fasitors and members.

We will engage with the wider community and honor our lstending
commitment to social justice with strategaction and intersectional
collaboration.



One of the most important parts of the process of creating the Mission and Vision statements
was understanding the roléney would play in setting the stage for defining objectives and
goals. Also, there was thesue of understanding the difference between a Mission statement
and a Vision statementVhile the Mission statement is intentionally brief and focused in the
Gy 263 KS +AaAz2y ddndededvgdalsiiwitiialiBden tithe hibrizott is

creaive, compelling, and inspirational, but stilality-basedand amenable to implementation

in the real world.

Work on the Vision statement took five months of centrated effort and intensive
collaboration.It was an arduous process that included maoynds of revisions, integration of
new ideas, and disposal of ideas deemed unusable. Accordihg 10UCM CéJinister
ReverendAnya SammleMichael & ¢ K S + fedéntisya roadmiap on how to move towards
the vision we have for ourselves a®2 y ANB I 1A 2y P ¢

In addition, according to Dan Silver, who played a significant role working with the congregation

and the ministriestK S + A aA 2y adl GSYSyait &S Of 2YNDaltkbsy S{ t Iedad SNR
did not want to include something the plan, because it did not seem to serve the vision

statement, that wasicceptable, and if theglid include itthey checked in to see how it fit in

the Msion statement.

“The work toward this Vision statement was perhaps
the most protracted but, fnrm my standpoint, the most
meaningful process | have yet witnessed our commt
engage. The muHayered steps that led to the
statement could not have beeredictedrom the
outset, but they were exactly what was required. In
moments it felt like all tt hard work done by one
group or team would be dissolved by a well pointed
critique of another, but in the end every criticism and
every offering were woveinto the fabric of our Vision.
What we have is a statement that will lead us forwar

together."
Dan SilverG&A G C 2 Nbe Yh&gical moment was between the first
Teammember & review of the Vision statement and the second versic
Council on Ministries L Q@S y 20 06SSy LI NI 2F |
Representative made mostly sense AND theiting crew got it all and

made everything change for the better. It wasuadly
Y2QAyYy3a F2NI YS G2 aSS Ad

10



GoalsObgctives,and Actions: Bringing Strategic Plan Intentions to Life

A Goals and Action(&&A)Team began meeting regularly following the congregational

approval of the vision statement. The focus of this group was to establish goals and build the
associatedbjectives needed to address the goals. The G&A Team was led by Matt Silverman
and NancyFranklin and was composed of seven individuals who each took responsibility for
one of the ministry areas. Each individual worked with the lay leaders of all thenittees,

teams, and groups associated with their ministry area.

Under the guidance d6&A team members, Board liaisons, and Council of Mini€toyv)

liaisons, each of the ministry area teams developed one goal and as many objectives as needed,
basedon consensus, to achieve the target goal. Objectives were developed using a SMART

format: Secific, MeasurableAttainable, Relevant, andlime-Bound. Overall, there are seven

core goals and a total &5 objectives (Figure 4). As the SMART objectiveg weveloped,

numerous tactical actions were proposed to address many of the objectivede ibse

suggested actions are included in the plan as a starting point for lay leaders to consider how

best to accomplish objectives, they are not meant to berallusiveor compulsory The SPTF

recognizes that contexts may shift over the course &thLJt | y Qa F2dzNJ @ S NAEX N&F
FYR F3AES aR2AyIdé

Goals Objectives The ?&A Te"’t‘m b_ﬁg?”
- meeting monthly irlate
SEIS S CEZeue 1 . 2018. Bymid-Fall,draft
Family Ministries 1 3
goal statements for each
Gov_ernance . 1 6 ministry area were
Justice anql Service 1 20 developed. G&A team
Stewadship 1 18 members and their Board
Welcome and Engagement 1 19 and CoM partners
Worship andCelebration 1 8 continued to communicate
TOTAL 7 85 with each of the
Figure 4: Goals & Objectives Breakdown committees, teams, and

groups associated with
their respective ministry areas to develop objectivesl aefine goals.Meanwhile members of
the congregation were kept apprised of the process through newsletters, Connection Café, and
information located in the narthex and invited to contribute. By #mel of 20194 full set of
goals and objectives was drafted. The draft goals and objestiges shared with the Board in
January. Board feedback was incorporated subsequently and a Town Hall meeting open to the
congregation was held @arlyMarch2020 to share thelraft content and solicit input.

Successful achievement of the Goals & Obyestipresented in this Strategic Plan will require all
members of UUCM to hold each other mutually accountable for carrying out the strategies.

11



Implementation

The UUCM Boardf Trustees will oversee the implementation of the Strategic Plan. Each year
the Board will review the plan and determine which objectives should be prioritized in the
upcoming year, based on urgency, resource requirements and availability, and the

congS3AF GA2y Q& &A0GNIGSIAO AYyiUSNBadGaod  orikgS 2 NR ¢
LINPOS&aasSa (2 SyadzaNBE | O2y(iAydzZSR F20dza 2y ! !/ a
LINEINB&aa 261 NR | OKASPGAY 3 (KS Lintaiddd 202SOGA QD
OGN yaLl NByd NBLR2NIAYy3I 2F LINRPINBaa G2 GKS Oz2y13

Lay leaders across all seven ministry areas will be educated about the overall composition of
the Strategic Plan and will become familiar with the component parts. Thelyenpitovided

with guidance about how to align their activities with the plan as aglhow to report on

progress. Each lay leader will review the goals, objectives, and suggested actions associated
with his/her/their area of work and will learn from theoBrd the annual priorities that have

been established.

The Board will appointaBd 6§ SIAO tfFy LYLX SYSyGlraazy ¢SIY &
reporting. This team will be responsible for establishing regular communication with lay

leaders, assistimlay leaders with responding to implementation questions that arise, gathering
information from lay leaders about implementation progress, and reporting progress to the

Board. The Board may ask the Implementation Team to prepare annual progress ceipaitis

written and oral- for the congregation at large.

12



Ministry Areas Go&@taements

Following are the goal statements associated with each of the seven ministry areas. The
following section of the plan details the objectives associated with eatie goals and is
supplemented by the many suggested activities included in the ragipes.

Care and Connection

GOAL STATEMENTU NBY 3G KSy 2dzNJ O2y aANBIAFGA2yQa O2YYAlY
another and foster fellowship and community, by providingportunities to develop strong

personal bonds.

Family Ministries

GOALSTATEMENTMovide Unitarian Universalist religious education that incorporates social
justice, ecological practices, congregational stewardship, and other UUCM values, for people of
all ages, regardless of UUCM membership.

G5SOARAY3I 2y GKS 3I:
Family Ministries was daunting but at timq
SEOAGAY3Id LGQa &2
universe of possibilities to a few solid

2 0 2 S O %e BasyTto focis®@id the
GKAy3a &2dz RARY QO
is done, it is liberating to set aside the ott
ideas and distractions, so we can make ¢
202S00A0Sa KI LIWLISY o
Larissa Brooke<;&ATeamLead, Family
Ministries

Governance

GOAL STATEMENT: UUCM will lieeiiatMission and Vision by ensuring a strong
organizational infrastructure, implementing the Strategic Plan, and developing tools and
processes to monitor the effectiveness of the congregational ministries.

Service anduktice

GOAL STATEMENT: Provideoopynities for UUCM members to engage in meaningful
activities, either througlsocial justice workoordinatedby the Social Justice Coalition and its
member committees, or through the serviopportunities provided throug the
servicecommittees (such aslontclair MESH Café), and in so dastiggngthen the impact of
our ministry within and beyond our congregatiofrovide a place for members, friends, and
supporters of UUCM to fulfill the outreach inherent in our Missstetement to collectively act
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on aur shared UU principleg® implement initiatives that further work to bring an end to
systemic inequalitiewithin UUCMJocally and globally

Stewardship

GOAL STATEMENT: Ensure the Congregation has financial resatraes stable, secure, and

sufficient to support the Mission and Vision of the Congregaticreate and sustain a culture of
generosity in which congregants are wiellormed about the finances of the organizatiare

comfortable talking about money, participate actively and joyfullyrinual budget drives and
OFLIAGIEE OFYLIAIAYyaEaz YR Oy FNIAOdzZ FGS GKS tAY
resources;throughadequate funding, ensure that, with repair, replacement and

improvements, our historic facility meets all Congregationaéds, is pleasant, inspiring, and

safe, today and for future generations; andnserve, preserve and protect all historical

elementsof the UUCM.

Welcome and Engagement

Dh![ {¢!¢9a9bc¢y {dONBYy3IIGKSYy !'!'/aQa O2YYAlUYSyi
diverse andgrowing congregation through expanded outreach and communication strategies;
welcome new individuals and families intdJOM with actions that are specific and tangible;

sustain and nourish all members and visitors; and continuously developeaeership

GL GKAY1l I R,
process was explaining wh
the strategic plan is and the
differencebetween goals
and objectives to the chairs
of the committees.They are
all smart so they "got it"
NAIKG Fgrkée O
Dottie Hiebing,G&A Team
Lead, Welcome and
Engagement

Worship and Celebration

GOAL STATEMENG®ster a welcomingaccessibleand inspiring worship experience, on
Sundays and beyond, that sestbe ends of personal and spiritual growly ensuringhat the
necessary resourceseanvailable for our staff and lay leaders to meet this goal
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